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- 9 April 1971

MEMORANDUM FOR: Richard Lehman, pirector, Office of
Current Intelligencs

THROUGH . I -iot. Rescarcr Staff  25X1A

SUBRJIECT : The Future Role of the NIS in OCT hctivity

Of the future of tha NIS itself, it is for Jack King
to speak. But whataver form the NIS takes, it is hard to
imagine it without & substantial political section and alrost
equally hard to imagine this section being produced without
OCI's assistance. And if OCI is to play its HIS role more
effectively than in the past, there are a anumber of points
which its senior people might profitably consider. I venture
aome statements below--in general texns for wider discussion,
with appanded specifics in soms instances primarily for your
eyes--attempting in this statement the inherently difficult
trick of combining the elose-up experience of the past half-
dozen years with the artificially detached point of view
that might be found, say, in an inquiring staff member of
PPIAB,

. my general points on what the NIS needs in OCI can bc
indicated by the varied implications of one word: recognition.
vig:

1. Recognition of the validity of the basic govermment r-i-
erence work as a category of intelligence with
atandards distinct on the one hand from toore :
il of current reporting and, on the other, fror :
the analytical research paper which probes ior
Sy new insights into power relaticnships.

2. Recognition that production of contributicns to the
' principal government-wide reference work .o
a ragular, budgeted partof OCI activity, rox
a semi-accidental response to a tenmporar;
administrative emergency.

3. Recognition that produeing aunh]

reference work regquirss
adequate manpover, Qoth gqualitatively an.

quantitatively, and that cheeze-raring i
either respect is likely to cost the govern-
ment more money in the end. {See Znnex 2
on manpowaer requirements.)
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4. Recognition that the NIS's distinct standards and differing :
conditions of production (as regards such -
matters as long lesd-times on scheduling and .
the fact that the end-product leavens the office
laterally without coming to the attention of
OCI's top command) mecessitata aspecial adminis~
trative. arrangements to give such work effective

- declarations to the #ffect that WIS work alreagdy
has it.' (See Annex B on administrative arrange- A

5. Recognition that the WIS i» entering an innovative phase,
’ not necessarily in what its products say {the
kind of innovation OCY is habituated to look
fox) but in the way they say it--sinca basic
intelligencs, more than most kinds, ipg a
problem of effective communiiceation.

6. Recognition, correspondingly, of the nec. on 01 'p pare
for flexibility reqgarding the NIT—-pn quality
wa have not always displayed 15 the past.
(Bee Annex C for particulars.)

It will Probably be said that all of the abcwve points

World War II about the Job rights of women and Hegroes~-that
both groups were indubitably recognized as fully egual, and
that all which could really be done for them was already Leing |
done or vexy shortly would be. The NIS's eseential problem i
in OCI is not that of winning formal acknowledgment of a
principle or prineiples, but of obtalning effective fwpleman-
tation--a complicated, umdramatic business--of tnose principles
in day-to-day operations, :

25X1A

Puty for NIS, irezscarech Cenfs

Attachments:
Annex A ro manpower
Annex B re administration. |
Annex C re flexibility 5
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ANNEX A: Manpower requirements for NIS production

1. It is more profitahle to start discussion of HIS
manpower requirements on the qualitative than on the
quantitative side. OCI has had analysts incapable of
writing a qood General Survey political section no matter
how many hours they are assignad in which to do 8o, and
their forced afforts in this diraction have necessitated
the work's being im part dene over by hicher priced talent
and in part sent forvard in patched-up form, to the cost
{in non~financially~calculable terms) of the ultimate
consumex and of OCI'a reputation. Experience to date
suggests that the skill needed for the NIf is by no means
50 rare as that needed for an analytical research paper
that seeks to break new ground gubstantively--as thae NIS
does not--but considerably rarar than the ability to gist
a cable with a brief comment. Much has been achieved by
patient instruction on the initial production level and by
flexibility in making NIS assignments (as Aiscussed balow) ,
but it is exvensively unrealistic to assume that all ocI
analysta represent adequate NIS manpower.

2. On the quantitative side, the traditional rule-
of~thumb has been three months each for a sociological
section and a political section written by the same analyst,
or four months each if written by 4ifferent analysts.
Various more detailed calculations have produced estimates
both lower and higher than this; the most recent such
estimate (and to ms the most impreasive bacause of its
gource) is one of only ailx weeks for a complete updating
of a firat-rate existing sociological section, and four
months for a good analyst to produce such a section com-
plately from scrateh. It is wide variance of this sort
{(particularly at a time when the existing General Survey
may well be on the threshold of extensive structural
change) that inclines me to beslisve that the old rle-of-
thumb figure is etill the safest to oontinue using for
ovearall manpower allocations~~having in mind also that
even the most expansive estimates of OCI's manpowey
expenditures on the WIS aeill fall considarably short of
our manpower increment from the old NI8 Research Division.
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ANNEX A: Hanpgypf requiroments for Wi8 production

3. Flexibility and imagination in making individual
KIS amsignments oan make more efficlent use of our manpower
for this purpose than has always been done in the past.
There is the guestion of incentives and ganeral morale,
Aiscussed in Annex B balow; there '1s the fact that a given
analyst may do much better work on ona aspect of the NIG
than on another; there is also the more frequently obsarved
fact that a particular analyst may produge quite a creditable
NIS saction at his own rather slow pace but may, in effoct,
go to pleces if hald o a schedule suitable only for one of
OCI's fastar-working branch chiefs. And people can go stale
and rigiditied from an unrelieved diet of NIS production
4ust as they can from too long and unvaried assignment to
any other of an OCI analyst's tasks,
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Annex a; The administrative arrangements of NIS production

1. A fundamental Aifficulty confronting NIS activity
within OCI is that, though a markedly differcnt kind of
intelligence production from that of current reporting, it
has to live within a oontaxt of administrative arrangenents
and working procadures designed for current intelligence
; hefore the NIS's arxival in OCI. Some of the practical
ai fferences this makes were set forth in greater detall in
the third attachmeat (Annex C) to my long report of 23 July
1970 on OCI's Contributiom to the RIS Program, a xerox of
which annex is attached. Though the annex was mainly descrip-
tive, the report itself argued that the NIS cperation could :
not have the status it needs in OCIL merely by oral pronounce- :
ment but regquired certain administrative action to compensate
for the difficulties descoribed in the annex.

2. One point the report foocused on particularly was
office personnel policy as 1t affects the analyst whose
work and talents ate mainly WIS. The report argues that
t such an analyst is not really ratad on the same competitive
L basis as his currest inteliigencs colleague under the
prasent system, whersby his and-product passes laterally
out of the office without normally being seen by anyone
higher in the direct chain of command than the analyst's
‘branch chief. 1t suggests that promotion of an NIS analyst

is thus based ad mors solid knowledge of his actual
performance than fact of his WIS assignmont, the endorse-
ment of his division chisf and perhaps a polite comment
by a éistant Embazsy reviewer mpot too familiar with the KIS
generally and necsssarily ignorant of how much of the draft
before him is the analyst’s own work and how much that of
subseqguent revisers. Thus {as further argucd in my memo
of 13 Januvary 1971 on OCI prometion procedures, xerox of
which is attached) we do Bok have offioce-wide cumpetition
on NI8 work in the sense this exists on current intelligence
‘activity, and this has not been without its effects on
analyst morals. It is the familiar story of it's not being
enough fox justice to be dome, but it's needing to be |
manifestly seen that justice is done; I would be prepared X
to mention the names of saveral people who are at least
reputéd to have reitielved promoticms for NIS work that their
ptgtrl“i;g the fisld would rsgard as below standard rather

an Vi . ‘

( 3. The recommendation for remedial action in the

i personnel field, mads last sumrer and repeated now, io

| that on Pitness Raports of a regional division's KIS
officer and its branch dilefs, the DD/OCI (or other front

office reviewing officer) assak for the views of Res/NIS on
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Annex B: The administrative arrangements of NIS procduction

the NIS performance concernsd before giving his judgment.

A similar procedure would be followed before a promotion

action on anyone with substantial NIS responsibilities went

to the Career Service Board. In both instances Res/HIS would ;
be prepared, on request, to elicit compatent OBGI views on ‘3
comparative NIS performance.

4., Other administrative arrangements for NIS work scem
to me to be gquite secondary to those governing the critical i
matters of assigning compstent personnel to the NIS job, i
seaing that thay are givan sufficient time to do it, and
saeing that they are sultably rewardsd when they do it well.
The system of divisional R.O, officers for NIS production
seems to me an i.nmr-ntlar good ona, whilkdy works well when
thesas critical mattars are satisfactorily taken care of
(i.e. when the incusbent is skilled and ensrgetic and has
adequate division-office support at all stages in the process)
but cannot produce gocd results when these factors are work-
" ing against it. Ong® example might drive this point home.
It is generally agrded that NIS production on Africa has
shown a marked :l.mpmnt over the past year or so. Yet,
25X1A except for a single year which he spent as chief of ona of
: the Africa branches, has been in charge of NIS !
production on Africa during the whole time it has been in ;
OCI, axvd I would consider that he has becoms more skilled
and en tic personally during this time but that the

determining difference has been the s rt received in
the matters indicatad sbove trmh 25X1A

Attachments: (Xerox oephn)
Annex C to report of 1/23/70
Memo qf 1/13/71

| i E gy

S it

ApnrQ'ved For‘ReIea,'se 2001/03/04 : CIA-RDP79T01762A000700050005-2
‘ Ay . " o




o Approved For Release 2001/03/04 - CIA-RDP79T01 v
;_ Ff"?"‘hﬁm g_ 762A000700050005-2

P
R ¢

AMNEX C: Flexibility and the NIS

1. Tt has been almost an article of faith in OCT
that we ave unfailinqgly flexible and the NIS is imossibly
rigid. This is a judgment based more on the generally
fast reaction-time of OCI synlpses responding to sudden
intellicqonce damands from Higher Authority than to sober
analysis of the specific behavior of OCI personnel Adesaling
with the NIS. I have no wish to question our general
ability to be light on our feet, but OCI flexibility has ?
not baen too evident in such behavior as seesking postpona-
ments of interagency deadlines for OCY administrative reasons:
delivering NIS Jrafts exactly on their internal deadlines
irrespective of their condition: arguing with great dedi-
cation and ingenuity thes letter of the law on NIS guidance
outlines in endeavors to avold revising OCI first drafts:
calling for changes in NIS3 programming on an all-or-nothing
1yasis when substantive developments compel adjustment in
this proaramming. The case of the Cambodia General Survey
iz a current case in point, though not the only one that
has arisen regarding a Southeast Asian country. There was
probably emotional satisfaction gained in the Far East
pivision last summer from demanding uimlk the Cambodia General |
Survey's postponemsnt in toto and sine die, but the modi fied :
basis on which the Cambodla General Survey is now being
completed is about the same as OBGY would have been willinc j
to agree on at the time--the chief net differences in the !
situation being dalay in meeting us demands for the book
situation belnd Ceen re Division of MMM ro v25  ,c
avallahle to work on it last summer, X1A

2. The main point, howaver, in recalling these past
OCY lapses from flexibility is that the NIS now seems to
stand on the threshold of extensive change and qreatly
increasad flexibility will probably be naeded from OCI,
i+ is ovident already that the desired now style of tha
~oneral. Survey's introductory section ahout a country will
aha new demands, both for a level of writing talent that
.72 have not always applied to NIS work in the past and for
mors numerous and more radical revisions than the drafts of
+hage introductory sections have previously received. ‘e
| should he psychologically and administratively prepared for
| this.
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